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I . INTRODUCTION 

The  purpose  of  this  guide  is  to  aid  project  directors  manage 
their  projects  which  are  funded  under  the  Omnibus  Crime  Control 
and  Safe  Streets  Act.  The  guide  has  been  designed  to  complement 
the  Fiscal  Affairs  Manual  which  each  director  receives  with  the 
contract  from  CCCJ.  The  areas  covered  herein  include: 

9 General  definition  of  project  management  and  its 
functions 

9 Description  of  project  manager's  Functions  and 
Responsibilities 

9 Specific  items  relating  to  CCCJ  grant  contracts 

New  project  directors  (actually,  managers)  are  urged  to 
familiarize  themselves  with  the  contents  of  this  guide.  It  is 
based  in  part  on  basic  aspects  of  accepted  management  practices 
for  any  type  of  project  and  particularly  on  those  common  errors 
found  in  directing  projects  funded  by  the  Region  F Board. 

II.  THE  PROJECT  MANAGEMENT  FUNCTION 

It  is  a basic  requirement  that  the  project  have  a designated 
manager  who  has  the  authority  to  direct  the  project  (or  program) 
and  is  responsible  for  results  achieved.  In  many  instances  the 
project  director  named  is  the  presiding  judge,  or  the  chief  of 
police,  the  county  executive,  etc.;  high  level  people  who 
obviously  cannot  devote  their  full  attention  to  directing  a 
project.  The  person  who  is  directly  involved  in  conducting  the 
implementation  of  a project  will  be  the  one  intimately  familiar 
with  the  everyday  details  and  crises  of  the  project  and  who 
actually  allocates  the  resources  available  to  the  project.  Al- 
though the  term  used  is  "director,"  in  practice  it  is  "manager." 

The  success  of  any  kind  of  project  depends  directly  on  the 
quality  of  leadership  and  control  exercised  by  the  project 
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manager.  The  prime  functions  of  project  management  are: 

1.  To  formulate  the  intermediate  objectives  that  will 
lead  to  achieving  the  project's  overall  goals 

2.  To  allocate  available  resources  (personnel,  materials, 
funds)  to  accomplish  those  objectives,  and 

3.  To  periodically  re-evaluate  the  project's  progress, 
direction  and  consumption  of  resources. 

The  fundamental  character  of  a project,  which  also  forms  the 
basis  for  evaluation,  is  a set  of  clearly  defined  and  quantified 
objectives  which  are  usually  arranged  chronologically  according 
to  a time-phased  plan  for  utilizing  resources.  . The  allocation 
of  resources  represents  the  project  manager's  basic  level  of 
control  over  the  scope  and  direction  of  a project.  The  one-year 
grant  tim.e-frame  dictates  the  setting  of  "milestones"  for  progress 
or  target  dates  for  achieving  specific  interim  objectives.  Com- 
parison of  actual  versus  programmed  results  is  the  periodic  assess 
ment  which  yields  information  for  exercising  control  and  keeping 
the  project  on  target. 

The  foregoing  general  description  is  discussed  in  the 
following  section  in  terms  of  what  the  project  manager  (and  to 
some  extent  the  project  staff)  needs  to  do  in  order  to  ensure  a 
high  probability  of  achieving  the  project's  objectives. 

III.  PM  FUNCTIONS,  RESPONSIBILITIES  AND  TASKS 

Generally,  most  management  type  positions  are  described  as  a 
set  of  Functions  and  Responsibilities  (F&R) . For  any  project 
manager  (PM) , especially  those  who  are  to  become  one  for  the  first 
time,  the  accompanying  Table  I should  prove  useful  in  clarifying 
what  the  PM  must  do  and  will  be  held  accountable  for. 

The  F&R's  as  described  are  self-explanatory.  What  they 
essentially  indicate  is  that  the  PM  must  be  capable  of  viewing 
the  project, when  necessary,  from  a detached  viewpoint  in  order 
to  assess  overall  direction,  progress,  weaknesses  and  plan 
effectiveness.  At  the  same  time  the  PM  must  be  sufficiently 
familiar  with  various  detailed  aspects  of  the  project  such  as 
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budgetary  and  fiscal  affairs,  technical  components,  and  personnel 
performances,  all  of  which  are  needed  to  exercise  control.  The 
job  of  the  PM  becomes  most  difficult  if  each  of  the  elements  in 
the  F&R's  become  confused  with  one  another  and  are  mistaken  as 
a series  of  simple  tasks. 

From  an  orientation  of  specific  management  tasks,  the  break- 
down given  in  Table  II  is  presented  to  show  the  interrelationships 
among  required  work  tasks. 

Stripped  of  accoutrements,  the  basic  framework  of  the  project 
consists  of  the  goals  and  objectives,  the  work  (or  milestone) 
schedule  and  the  budget.  Regardless  of  the  project's  scope  and 
total  funds,  these  items  all  appear  in  and  are  critical  elements 
of  the  overall  plan.  This  framework  can  be  developed  prior  to 
starting  the  project;  activity  in  this  phase  is  sometimes  termed 
"pre-project  planning,"  "planning  to  plan"  or  "zeroth  step." 

Ideally  the  culmination  of  this  initial  effort  is  a project  plan 
document  that  should  be  disseminated  to  all  personnel  contributing 
to  the  project.  It  should  be  brief,  simple  and  easy  to  interpret. 

The  project  plan  can  be  based  on  the  work  schedule.  This  can 
come  about  if  the  work  schedule  itself  is  derived  in  a certain 
way.  Given  the  basic  project  objectives,  a closer  examination 
should  reveal  related  sub-objectives  to  each  of  these.  For 
example  the  objective  may  be  to  reduce  the  incidence  of  residential 
burglaries  by  10%.  Certain  sub-objectives  are  clearly  related  to 
this  objective: 


These  sub-objectives  in  turn  suggest  further  sub-objectives 
which,  at  about  this  level  and  lower,  are  "means"  objectives. 
That  is,  they  are  not  end  results  in  themselves  but  are  simply 
a means  for  attaining  the  next  higher  level  of  objectives.  It 
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is  not  difficult  to  envision  that  as  one  seeks  to  derive  lower 
means  objectives  these  actually  become  tasks.  Thus: 
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After  major  tasks  are  derived  they  may  be  conveniently 
arranged  according  to  an  overall  time  schedule.  Knowing  these 
tasks,  the  number  of  manhours  may  be  estimated  and  the  type  of 
personnel  needed  may  be  determined.  Further,  because  the  ob- 
jective is  quantified  (10%  reduction)  the  data  needed  in  order 
to  measure  this  anticipated  reduction  may  be  identified  and 
provisions  made  for  its  capture. 

Consequently  a preliminary  project  plan  is  relatively  easy 
to  develop  from  an  analysis  of  objectives.  Obviously  if  there 
are  several  objectives  the  project  plan  becomes  more  complicated, 
especially  if  the  objectives  are  interrelated.  However  it  usually 
occurs  in  these  cases  that  several  means  objectives  are  common  to 
more  than  one  objective.  Thus  in  the  example  above  "Saturate 
Critical  Areas"  depends  on  "Determine  Likely  Times."  In  any 
event  the  basic  approach  described  above  still  applies. 
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Note  that  the  foregoing  procedures  may  not  be  necessary 
if  the  grant  application  was  originally  written  as  a plan  for 
actual  implementation.  This  is  generally  not  true  however 
since  the  application  is  strictly  a proposal  and  will  not  serve 
the  requirements  of  implementation  and  operation  of  the  project. 

It  cannot  be  stressed  too  strongly  that  PM's  should  apply  a 
major  effort  on  the  development  of  a sound  and  concise  project 
plan.  The  application  of  PM  talent  and  time  during  the  pre- 
project planning  phase  helps  to  avoid  later  commonly  encountered 
problems  when  the  project  has  built  momentum  and  direction. 

The  on-going  planning  tasks  listed  in  Table  II  are  actually 
items  to  be  constantly  reviewed  and  modified  (within  limits)  if 
necessary  in  order  to  assure  on-time  completion  and  achievement 
of  objectives.  In  most  Federally  funded  projects,  the  grant 
period  can  usually  be  extended,  however  the  total  amount  of 
dollars  must  be  considered  as  fixed.  Actual  rate  of  expendi- 
tures per  month  experienced  during  the  early  portion  of  the  grant 
period  will  usually  yield  an  estimate  of  the  time  required  to 
exhaust  the  funds.  The  most  difficult  task  is  to  estimate  if 
the  objectives  will  be  achieved  in  that  remaining  time  period, 
if  indeed  some  of  them  could  be  achieved  at  all.  This  is  the 
basic  reason  for  constant,  on-going  review  of  the  elements  in 
Section  II,  Table  II. 

Five  components  of  the  project's  framework  form  the  control 
base  for  the  PM.  Technical  accomplishment,  through  progress  re- 
ports and  interim  evaluation  results,  is  the  information  source 
needed  to  gauge  the  project's  m.ovement  toward  the  objectives;  it 
is  the  "feedback  loop"  necessary  in  any  control  situation.  This 
information,  along  with  reported  expenditures,  is  compared 
against  the  work  schedule  and  budgets  to  develop  the  decisions 
needed  to  re-allocate  resources.  That  is,  re-distribute  the 
funds,  apply  manpower  to  different  tasks  (or  even  apply  differ- 
ent types  of  talent)  and,  consequently,  modify  the  work  schedule 
and  therefore  the  project  plan. 

Perhaps  the  simplest  guide  that  can  be  given  to  PM's  is  to 
strike  a balance  between  managing  the  overall  project  and 
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implementing  the  details  of  the  project.  A PM  police  officer 
tends  to  take  part  in  the  action  for  an  anti-crime  project;  a PM 
drug  rehabilitation  specialist  wants  to  help  each  of  the  clients 
serviced  by  the  drug  project;  etc.  So  too  is  there  a tendency  to 
leave  the  details  to  the  troops  and  just  be  concerned  with  attend- 
ing meetings  (although  they  may  be  necessary) , presenting  a 
management  image  and  cursorily  exercising  control. 

Finally,  it  should  be  clearly  noted  that  people  assigned  to 
the  project  contribute  their  expertise  and  effort  toward  achieving 
the  project’s  objectives;  they  do  not  necessarily  "work  for"  the 
PM. 


IV.  LEAA/CCCJ  GRANT  PROJECTS 
A.  Project  Particulars 

The  basic  document  of  the  project  is  the  grant  application 
(usually  the  CCCJ  Form  502) . Although  the  grant  details  the 
specifics  of  the  project  it  is  not  necessarily  the  plan  needed 
for  actual  implementation  since  the  502  Form  is  a proposal.  It 
will  require  translation  into  a project  plan  as  described  above. 

A projected  starting  date  is  submitted  with  each  502.  This 
is  the  assumed  contract  start  date  until  some  indication  is 
forthcoming  that  this  will  not  be  the  case. 

Staffing 

Much  time  is  lost  in  the  front  end  of  a contract  period  in 
finding  and  .hiring  qualified  personnel.  Due  to  intimate 
familiarity  with  the  objectives  and  work  tasks  of  the  project, 
the  manager  should  have  formulated  personnel  requirements  quite 
early  in  the  grant  application  process.  Finding  the  person  for 
each  position  should  be  an  ongoing  process  prior  to  finalizing 
the  contract. 

Work  Breakdown  and  Task  Assignment 

Just  as  the  program  has  specific  objectives  and  milestones, 
staff  assignments  must  be  made  on  a specific  task  level 
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according  to  the  skills  of  the  individual  staff  persons  and 
the  needs  of  the  project. 

It  is  necessary  that  the  staff  members  have  a clear  under- 
standing of  what  they  are  to  contribute  toward  achieving  each 
successive  milestone.  Also,  to  insure  continuity  and  smooth 
progression  toward  goal  attainment,  the  staff  must  have  a 
working  understanding  of  the  project's  purposes  and  goals. 

This  understanding  can  be  brought  about  by  a "goals  session" 
(staff  orientation)  with  staff  immediately  after  the  individual 
members  have  been  selected.  The  manager  can  relate  his  concept 
of  where  the  program  is  going,  how  it  will  get  there,  and  what 
each  person  will  need  to  do  to  insure  success.  With  a fuller 
understanding  of  the  entire  project  plan,  the  staff  may  have 
helpful  suggestions  which  may  be  incorporated  into  the  plan. 
Without  this  understanding,  the  individual,  following  his  own 
idea  of  the  project's  intentions,  might  unintentionally  divert 
the  project  from  the  necessary  objectives. 

Grant  Conditions 

Each  grant  contract  is  accompanied  by  eighteen  standard  grant 
conditions,  assurance  of  compliance  with  the  Civil  Rights  Act 
of  1964  and  specifics  pertaining  to  the  Hatch  Act  (participa- 
tion in  political  activities  by  federally  funded  employees). 
Contracts  may  also  have  special  conditions.  The  project  manager 
must  read  the  contract  and  be  completely  familiar  with  it,  for 
it  is  the  legal  contract  under  which  the  project  operates. 

CCCJ  final  audit  is  quite  complete  and  deviation  from  the  grant 
conditions  may  open  the  project  to  disallowable  costs  which 
must  be  reimbursed  to  the  State.  Although  the  local  unit  of 
government  (City  Council,  Board  of  Supervisors)  is  ultimately 
legally  responsible  for  complying  with  the  contract,  the  PM  is 
the  individual  who,  operationally,  assumes  the  burden. 

It  is  incumbent  upon  the  PM  to  also  become  familiar  with  the 
contents  of  the  CCCJ  Fiscal  Affairs  Manual  (FAM) . Many  common 
questions  that  usually  arise  during  the  conduct  of  the  project 
can  be  answered  by  reference  to  the  FAM. 
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Procurement 

Equipment  purchases  should  be  negotiated  as  soon  as  possible. 
Certain  delays  can  be  avoided  by  previous  investigation;  for 
example,  public  agency  projects  may  be  required  to  make  equip- 
ment purchases  through  a centralized  purchasing  department. 
Contacts  should  be  made  to  determine  availability  and  to 
facilitate  later  deliveries. 

Purchase  of  certain  items  of  equipment  and  combinations  of 
items  are  subject  to  formal  bid  procedures  (see  Fiscal  Affairs 
Manual,  2110.4  and  following  paragraph  F,  Equipment).  If  a 
request  for  proposal  (RFP)  will  be  required,  this  should  be 
drafted  as  soon  as  possible. 

This  also  pertains  to  procurement  of  evaluation  services. 

Each  project  will  have  an  evaluation  component,  which  should 
be  under  contract  prior  to  the  second  quarterly  report  in 
order  to  insure  adequate  time  for  thorough  evaluation.  Help- 
ful hints  in  writing  an  RFP  are  contained  in  Attachment  A. 

B.  Project  Review 

Budget  Request  (FAM  1600) 

The  monthly  budget  request  (CCCJ  Form  201,  formerly  601)  which 
is  submitted  by  the  project  controller  (usually  the  fiscal 
office  of  the  local  unit  of  government)  gives  an  overall  pic- 
ture of  resources  used  and  remaining,  both  grant  funds  and  match 
contributions.  Do  not  overlook  the  in-kind  match.  If  sufficient 
in-kind  (such  as  donated  time  or  services)  is  not  "expended",  the 
corresponding  amount  of  grant  will  be  reclaimed  by  CCCJ. 

Grant  cash  on  hand  should  not  exceed  expenditures  for  the 
present  and  following  month.  A 201  should  be  submitted 
monthly  even  if  no  funds  are  requested.  The  final  201  is 
due  within  90  days  after  the  end  of  the  grant  period  and 
should  be  indicated  as  the  final  report.  At  this  time  any 
unexpended  balance  still  retained  by  the  project  should  be 
forwarded  to  CCCJ. 
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The  201  Form  should  be  made  out  by  the  PM  or  a designated 
person  of  the  project.  The  fiscal  office  of  the  local  unit 
of  government  makes  the  official  request  to  CCCJ  for  funds 
using  the  drafted  201. 

Quarterly  Reports 

Quarterly  reports  should  be  cumulative,  covering  previous 
progress  as  well  as  the  present  quarter.  They  are  due  every 
90  days,  and  should  be  submitted  on  time  as  they  are  a con- 
dition of  the  grant.  Time  for  report  preparation,  which 
should  have  been  budgeted  in  the  work  plan,  fills  a second 
purpose  of  project  review.  The  budget  should  be  reassessed, 
progress  to  date  evaluated,  problems  identified,  and  possible 
solutions  documented. 

If  there  is  a problem,  articulate  it;  the  grant  will  not  be 
rescinded  if  you  ask  for  help.  If  a real  problem  is  glossed 
over,  future  and  perhaps  even  current  funding  may  be  in  jeo- 
pardy. In  all  cases  the  MCJC  staff  members  assigned  to  your 
project  will  provide  most  of  the  aid  needed. 

Budget  Control  and  Scheduling 

The  project  manager  should  be  familiar  with  the  statement  of 
budgetary  accounts  or  other  similar  periodic  fiscal  report 
produced  by  the  project's  controller.  It  is  necessary  for 
the  PM  to  keep  track  of  the  status  of  resources  in  order  to 
evaluate  the  track  record  to  date  and  to  determine  priorities 
in  future  scheduling.  One  method  of  doing  this  is  to  keep  a 
running  balance  of  the  project  budget  by  category  to  compare 
wi'th  the  original  work  plan  schedule.  This  will  usually  be 
available  in  the  controller's  budgetary  statement.  This  is  a 
good  indicator  of  potential  problems.  (Example:  services  of 
a typist  may  be  exhausted  prior  to  completion  of  the  final 
report  if  that  time  is  not  budgeted. ) 
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Updating  the  Program  Plan 

The  best  laid  plans  often  go  astray.  After  a project  has 
been  functioning  some  time  the  PM  should  confer  with  project 
staff  to  re-evaluate  progress  toward  objectives  to  determine: 

1)  Is  the  original  plan  being  adhered  to?  2)  Do  staff  assign- 
ments truly  reflect  priority  or  problem  areas?  3)  Is  the  work 
being  done  effectively?  4)  Does  the  program  plan  retain 
validity  in  the  face  of  new  data  and  information  generated  by 
the  operation  of  the  project? 

If  it  is  found  that  new  information  negates  the  usefulness  of 
the  original  plan,  the  plan  needs  to  be  changed.  If  this  in- 
volves actual  program  changes,  prior  written  approval  must  be 
obtained  from  CCCJ  for  those  specific  changes  (Standard  Grant 
Condition  11) . Any  reallocation  of  resources  that  does  not 
affect  the  program  or  budget  is  left  to  the  discretion  of  the 
manager  (within  the  guidelines  of  the  FAM) . 

Evaluation  Component 

LEAA  funded  projects  are  demonstration  projects  as  well  as 
action  projects.  They  are  a source  of  new  data  on  how  to 
reduce  crime  and  improve  the  criminal  justice  system.  For 
this  reason  each  MCJC  funded  project  must  have  an  evaluation 
component. 

Contracts  for  evaluation  services  must  be  sent  out  to  bid 
according  to  established  RFP  procedures  (see  attached  guide- 
lines for  RFP's).  The  manager  should  work  closely  with  the 
evaluator  to  assess  the  usefulness  of  the  interim  data  pro- 
duced and  to  identify  other  areas  of  concern. 

C.  The  Contract 

Contract  Period 

The  contract  between  CCCJ  and  the  local  unit  of  government 
should  be  negotiated  as  soon  as  possible.  If  the  contract  is 
not  signed  within  60  days  of  notification  of  acceptance,  the 
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project  manager  is  required  to  report  to  CCCJ  justifying  the 
delay.  If  adequate  justification  is  not  supplied,  the  grant 
award  will  be  rescinded. 

Contract  Start-up 

Projects  should  be  planned  to  start  coinciding  with  contract 
finalization.  Within  60  days  after  acceptance  of  the  grant 
contract  the  project  manager  will  report  by  letter  to  CCCJ 
the  steps  taken  to  initiate  the  project.  If  there  has  been  a 
delay  in  starting,  the  reasons  for  that  delay  and  the  expected 
starting  date  must  be  provided. 

If  after  90  days  the  project. is  not  operational,  further 
written  justification  explaining  the  delay  must  be  supplied. 

At  this  time  the  project  may  be  cancelled  if  the  justification 
is  insufficient. 

Contract  Extension 

The  standard  grant  period  is  for  one  year  from  the  contract 
starting  date.  If  unforseen  or  unavoidable  delays  are  en- 
countered during  the  grant  period,  an  extension  may  be  obtained 
from  CCCJ  upon  request  from  the  subgrantee.  This  request  must 
be  accompanied  by  proper  justification  and  must  be  submitted 
prior  to  the  end  of  the  grant  period.  In  some  cases,  an  ex- 
tension cannot  be  granted,  as  in  the  case  of  expiration  of 
grant  fund  availability.  (LEAA  money  must  be  spent  within 
three  years  of  its  original  allocation  or  it  reverts  to  the 
Federal  Government.) 

Budget  Changes 

Budget  changes  within  a category,  including  adoption  of 
appropriate  subcategories,  can  be  made  at  the  discretion  of 
the  PM.  Budget  changes  between  categories  must  have  prior 
approval  from  CCCJ  if  (1)  the  amount  of  changes  increases  or 
decreases  the  original  category  amount  by  more  than  15%  or 
$5,000,  whichever  is  greater,  or  (2)  the  revision  increases 
the  total  of  personal  services  category  (see  FAM, Section  1640). 
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D.  Multi-year  Funding 
Eligibility 

A project  is  eligible  for  consideration  of  funding  for  a 
second  or  third  year  only  if  the  original  Summary  Grant  Appli- 
cation reviewed  by  the  MCJC  included  a second/third  year 
budget.  Programs  submitting  a one  year  budget  are  eligible 
only  for  one  year's  funding. 

Re submittal 

Proposals  for  second/third  year  funding  should  be  submitted 
to  the  CCCJ  120  days  (four  months)  before  the  end  of  the 
current  grant  period.  This  will  reduce  the  possibility  of  a 
gap  between  the  end  of  one  grant  period  and  the  beginning  of 
the  next.  This  requires  resubmittal  to  the  MCJC  for  inclusion 
into  the  Regional  Plan  prior  to  resubmittal  to  CCCJ.  A project 
must  be  included  in  the  Regional  Plan  to  be  eligible  for  CCCJ 
funding. 

The  most  important  point  to  notice  for  continuing  projects  is 
the  necessity  of  providing  an  acceptable  first  year  evaluation 
within  90  days  of  completion.  If  no  such  evaluation  is  pro- 
vided, the  project  will  be  automatically  terminated  and  no 
funding  after  90  days  will  be  provided. 

E.  Relationships  and  Responsibilities 
Relations  with  MCJC 

The  project's  communication  with  the  MCJC  does  not  end  with 
completion  of  a grant  contract  with  CCCJ.  A main  function  of 
the  MCJC  is  management  of  the  Regional  Criminal  Justice  Plan 
with  an  eye  toward  the  four  goals  set  by  the  Regional  Criminal 
Justice  Planning  Board;  1)  Reduction  of  Recidivism,  2)  Reduc- 
tion and  Prevention  of  Crime,  3)  Improvement  of  Prosecution, 
Defense  and  Adjudication,  and  4)  Development  of  Criminal 
Justice/Community  Relations. 
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The  vehicle  for  accomplishing  these  goals  is  the  project,  and 
its  success  is  of  vital  importance.  To  ensure  that  success 
the  MCJC  will  provide  aid  and  will  attempt  to  identify  and 
overcome  problems  that  may  arise  during  the  grant  period. 

This  aid  will  primarily  take  the  form  of  attempts  to  delineate 
possible  future  problems  before  they  become  realities. 
Individual  MCJC  staff  persons  have  been  assigned  and  will  act 
as  liaison  and  resource  persons.  To  further  communications, 
these  staff  persons  will  make  visits  to  projects  at  least 
quarterly. 

The  project  is  responsible  for  providing  to  the  MCJC  timely 
copies  of  monthly  budget  requests  (Form  201)  , quarterly 
reports,  final  reports,  evaluation  studies,  and  other  docu- 
ments pertaining  to  the  operation  of  the  project.  The  pro- 
ject manager  will  also  be  requested  to  present  occasional 
progress  reports  to  meetings  of  the  Planning  Board. 

Relations  with  CCCJ 

The  project  relationship  to  CCCJ  is  of  a contractual  nature. 
The  project  must  fulfill  the  contract  including  the  standard 
grant  conditions  and  any  stipulations  as  are  outlined  in  the 
grant  award  contract,  and  is  subject  to  monitoring  and  audit, 
both  fiscal  and  program,  by  CCCJ. 

Relations  with  Local  Unit  of  Government  (Sponsor) 

The  PM  is  responsible  for  conducting  the  program,  and  accom- 
plishing the  goals  set  forth.  To  this  end  the  m.anager  has 
budget  and  program  responsibilities  not  only  to  the  project 
but  also  to  the  sponsoring  local  unit  of  government  and,  par- 
ticularly, the  agency  acting  as  proponent.  The  final  fiscal 
responsibilities,  for  both  private  and  public  sponsored 
projects,  rest  with  the  sponsoring  local  unit  of  government. 

It  is  also  liable  for  any  unallowable  expenditures. 
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Relations  with  Other  Agencies 

The  PM  should  be  aware  of  other  agencies  or  projects  that  are 
complementary  in  their  objectives  or  services.  This  will 
materially  aid  the  project  in  its  interactions  with  other 
agencies  and  personnel. 

F.  Contract  Closure 
Audit 

All  records  and  supporting  data  must  be  complete  and  available 
for  final  audit  90  days  after  the  end  of  the  grant  period.  No 
additional  supporting  data  will  be  accepted  after  final  audit. 

Unexpended  Funds 

All  expenditures  obligated  by  the  subgrantee  during  the  grant 
period  must  be  cleared  within  ninety  (90)  days  after  the  end 
of  the  grant  period.  These  obligations,  however,  cannot  be 
made  after  the  grant  period.  All  grant  funds  not  disbursed 
within  the  90-day  period  for  obligations  incurred  prior  to 
the  end  of  the  grant  period  must  be  returned  to  CCCJ. 

Over  or  Unallowed  Expenditures 

At  the  time  of  final  audit  all  unsupported  and  improper 
expenditures  will  be  disallowed.  The  subgrantee  (the  local 
unit  of  government  sponsoring  the  project)  is  liable  for 
disallowed  costs,  and  will  be  required  to  reimburse  CCCJ. 

This  will  hold  true  even  if  there  are  sufficiently  unexpended 
grant  funds  in  one  category  (e.g.  Travel)  to  cover  an  over- 
expenditure in  another  category  (e.g.  Operating  Expenses)  if 
the  funds  have  not  been  transferred  by  the  established  methods. 

Equipment 

Prior  approval  is  necessary  for  all  purchases  of  equipment 
items  (FAM  2110.4).  Competitive  bidding  is  required  for  the 
purchase  of  equipment  and  formal  competitive  bidding  is 
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required  for:  1)  items  with  a unit  price  of  $1,000  or  more, 
and  2)  any  combination  of  items  worth  $1,000  or  more  to  be 
supplied  by  the  same  vendor. 

Title  to  equipment  purchased  with  grant  funds,  in  whole  or  in 
part,  rests  with  the  local  unit  of  government,  but  is  subject 
to  divestment  at  the  option  of  CCCJ  to  the  extent  of  federal 
funds  involved.  This  option  must  be  exercised  within  120  days 
of  termination  of  the  grant  period.  The  PM  must  provide  a 
complete  listing  of  equipment  purchases  to  CCCJ  within  30  days 
of  project  completion. 

Evaluation  of  1974-75  Projects 

The  responsibility  for  evaluating  the  1974-75  MCJC  projects  has  been 
moved  from  the  proponent  to  the  MCJC  staff.  A regional  evaluation  unit 
will  be  formed  and  staffed  with  experienced  evaluators.  The  evaluation 
model  will  be  developed  over  the  coming  months  and  1974-75  proponents 
will  be  contacted  concern ing  the i r involvement  in  this  process. 
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TABLE  I 

THE  PROJECT  MANAGER 


RVR 


FUNCTIONS 

1.  Project  Planning  - the  development  of  a concise  project  plan 
and  Its  composition  through  a systematic  consideration  of 
project  objectives  and  resources 

2.  Programming  - specific  identification  of  work  objectives, 
resources,  and  schedules  necessary  for  accomplishing  the 
project  plan  objectives 

3.  Budgeting  - translating  resource  requirements  into  appropria- 
tion requests  and  allocating  them  to  project  components 

4.  Controlling  - actions  to  insure  accomplishment  of  the  project 
plan  objectives  within  allocated  dollars  and  time 

5.  Integrating  - tying  together  functions  1-4  to  assure  continuity 
of  direction  throughout  all  levels  of  the  project,  that  is: 


Goals/Objectives 


of  Objectives 


RESPONSIBILITIES 


1.  Project  Planning  - determine  what  plans  are  needed,  why,  and 
when 

2.  Project  Control  - interpret  progress,  schedules,  costs,  and 
budgets  with  respect  to  technical  status  to  determine  what 
action  to  take  and  when 

3.  Developing  the  Project  Team  - develop  in-house  and  other  groups 
working  on  the  project  into  a project  team  and  to  motivate, 
inform,  and  activate  the  team 

4.  Fiscal  Management  & Cost  Control  - optimally  allocate  and 
manage  the  funds  entrusted  to  PM 

Self-Check  - detect  weaknesses  in  the  project  and  take  corrective 
action  (interpret  evaluation  reports). 


5. 
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RVR 


TABLE  II 

BASIC  MANAGEMENT  TASKS 
Project  Manager  and  Staff 


I.  Building  the  Framework  of  the  Project 

A.  Identify  project  goals,  objectives  and  sub-objectives 

B.  Delineate  project  scope 

C.  Evolve  major  tasks 

D.  Structure  milestone  schedule 

E.  Develop  operating  budget 

F.  Determine  functional  project  operation  and  organization 

G.  Identify  major  potential  problem  areas  (Contingency 
Plan) 

H.  Publish  preliminary  project  plan  document  (inputs:  A-G) 
(Provides  guidance  in  project  operations) 


II.  On-going  Planning  Tasks 


A. 

B. 

C. 


G. 

H. 


Task  breakdown  and  definition  - ^SThat  is  to  be  done 
Scheduling  - When  is  it  to  be  done 
Budgeting  - For  how  much  money 

Personnel  - By  whom 

Fiscal  planning  - Accounting  requirements;  funding 
and  reporting 

Reports  - Budgetary  and  progress 


III.  Project  Manager's  Basic  Controls 

A.  Progress  (technical  accomplishment) 

B.  Costs  (expenditures) 

C.  Schedule 

D.  Budgets 

E.  Manpower  application 
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Attachment  A 


REQUEST  FOR  PROPOSALS 
GUIDELINES 


General 


Contracts  entered  into  by  any  local  unit  of  government  or  agency 
(including  private  organizations)  awarded  Title  I funds  by  CCCJ 
are  subject  to  compliance  with  the  regulations  set  forth  in  the 
Fiscal  Affairs  Manual  (FAM) ; particularly  Sections  1781  and  2110.8. 

The  following  requirements  are  especially  important: 

1.  At  least  three  bids  must  be  secured  for  all  contracts. 

In  the  event  that  the  three  bids  are  not  secured,  prior 
contract  approval  must  be' obtained  from  CCCJ.  (Note 
that  all  bid  documentation  must  be  retained  for  audit.) 

(FAM  1781,  Para.  3) 

2.  Contracts  should  normally  be  cost  reimbursable  with  a 
ceiling  type  and  a profit  percentage  not  to  exceed 

10  percent  of  actual  cost.  Fixed  fee,  fixed  price,  or 
lump  sum  contracts  cannot  be  negotiated  without  prior 
written  CCCJ  approval. 

(FAM  1781,  Para.  4) 

3.  The  prospective  contractor  should  be  required  to  submit 
documentation  to  show  that  he  is  qualified  to  perform 
the  services  required  including  current  experience  in 
providing  similar  services  and  the  professional  back- 
ground of  the  individuals  who  will  be  performing  the 
work. 

(FAM  1781,  Para.  5) 

4.  Indirect  or  overhead  costs  of  the  contractor  must  be 
based  on  rates  previously  approved  by  CCCJ  or  a 
Federal  agency.  (Approval  documentation  must  accompany 
the  bid. ) 


(FAM  1781,  Para.  7) 


A typical  RFP,  in  addition  to  incorporating  the  above  information, 
should : 


1.  Announce  that  your  project  is  requesting  proposals  for 
the  performance  of  a specific  component  or  task  of  your 
program. 
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2.  Clearly  state  the  goals  and  objectives  of  your  program 
and  the  methods  to  be  used  in  achieving  them.  Be  sure 
to  include  information  about  your  project  background 
and  the  problem  which  it  addresses.  You  may  wish  to 
invite  the  bidders  to  visit  your  facilities  (assuming 
the  project  is  already  underway)  or  to  contact  you  con- 
cerning the  project.  If  so,  you  should  include  specific 
information  as  to  your  location  and  hours  of  operation 
or  the  person  to  contact  for  an  appointment. 

3.  Contain  a specific,  detailed  list  of  subjects  that  must, 
as  a minimum,  be  covered  by  the  proposal.  A contractor 
will  need  this  inform.ation  in  order  to  develop  a compre- 
hensive approach  to  the  problem.  Goals  and  objectives 
of  the  contractor's  project  should  be  included  in  their 
proposal. 

4.  Detail  the  type  of  contract  anticipated  (i.e.,  cost 
reimbursable,  fixed  fee,  etc.),  the  expected  duration 
of  the  contract,  the  expected  contract  amount,  etc. 

5.  Specify  the  date,  time,  and  location  at  which  proposals 
must  be  received,  the  general  criteria  to  be  used  in 
review  and  selection  as  well  as  the  final  selection  date. 

6.  Include  information  concerning  final  contract  negotiation 
and  the  estimated  date  for  project  initiation. 

7.  Be  sure  to  state  that; 

a.  Your  agency  is  under  no  obligation  to  award  a 
contract  if  no  suitable  contractor  can  be 
determined. 

b.  All  submitted  proposals  remain  the  property  of 
your  agency. 

c.  Bidders  will  not  be  reimbursed  for  expenses 
incurred  in  preparing  their  proposals. 

Allow  sufficient  time  between  announcement  of  RFP  and  final  date 
for  submission  of  proposals  for  contractors  to  prepare  well  defined 
proposals. 
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